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ABSTRACT 

This technical assistance guide was developed to 
assist Service Delivery Areas (SDAs) and Private Industry Councils 
(PICs) to develop local coordination activities and to enhance their 
ongoing coordination efforts. The guide is organized in five 
sections. The first section introduces the guide and defines 
"coordination. 11 It is followed by a section describing the foundation 
of coordination, including the legislation requiring it and the 
Governor's Coordination and Special Services Plan in Texas. The third 
section provides an overview of state-level coordination and profiles 
the Texas method of coordination; it then provides examples of 
interagency coordination matrixes. In the fourth section, planning 
for coordination at the local level is discussed. Topics covered 
include the concept of coordination, human services delivery systems, 
issues, and the Job Training Partnership delivery systems. The 
coordination process is outlined in the fifth, and final section of 
the guide. This section includes five steps (identifying the needs, 
establishing agency profiles, types of coordination, facilitators and 
barriers, and action worksheets), an example of an interagency 
agreement, and a SDA compliance document. (KC) 
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Coordination is considered* to be one of the most important provisions in 
the JTPA legislation. Most would agree that well -conceived coordination 
strategies can effectively provide both direct and indirect benefits to the 
JTPA participant and increase the likelihood of program performance. 

With this purpose in the forefront, the Training and Employment 
Development Division (TEDD) has produced this technical assistance guide to 
assist Service Delivery Areas and Private Industry Councils in developing 
local coordination activities and enhancing on-going efforts. 

We hope you will find the guide to be an informative and open approach 
to coordination and program development. Should you desire further 
information regarding coordination activities, TEDD staff are available to 
provide assistance. 

Sincerely, 

Cly^e Mdjueen, Director 
Training and Employment Development 
Division 
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PREFACE 



The first issue of "Coordination Concepts offers employment and 
training deliverers the basic elements of interagency coordination and 
provides strategies for planning and implementing a coordinated delivery 
system* This technical assistance guide is provided as a practitioner's 
workbook, rather than State policy. It is important to remember that there 
are many theories and acceptable approaches to coordination. The guide 
attempts to present the issues from a practitioner's point of view and 
consistent with State policy, the guide encourages local planning based upon 
particular Service Delivery Areas (SDA) need. 

Since coordination is relevant to every level of the SDA's 
administrative structure, the guide is recommended for use by all staff. 
Private Industry Councils (PICs* may wish to adopt the guide as a format for 
identifying needs and services when sponsoring joint meetings with local 
agencies or as a tool for refining current coordination activities. 

As with most products, the development of this guide is due to the 
harmonious (coordination) efforts of several persons including Jim Boyd, 
TEDD/Chief of Planning and Coordination, Enrique" Barrera, Senior Staff 
member, Planning and Coordination, and Lynn Munroe, Information Specialist, 
TEDD/ Information Services. 

--BL 
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COORDINATION CONCEPTS 
I 

INTRODUCTION 



Coordination This ordinary term is frequently used, but often 

undefined. The word is commonly used in a very vague sense, providing 
little inclination toward true meaning. To define coordination, we must 
first bring it back from the "twilight zone" to the manageable and realistic 
meaning intended by the Job Training Partnership Act (JTPA). 



What Is Coordination? 
o Process or Product? Coordination is a process rather than a 
product or an event. Therein lies the root of coordination's 
abstract overtones. For purposes of language, coordination is 
defined as the act of: 1) arranging in the proper relative 
position; 2) placing in the same order, class, or rank; and 
3) harmonizing in a common action or effort. For purposes of JTPA, 
we must narrow that definition to apply to employment and training 
systems . 

o JTPA Coordination . To dispel coordination's ambiguity, and to 
place it into proper context, the Governor's Coordination and 
Special Services Plan offers the following definition: 

"Coordination is the process of aligning programs and services 
provided by State and local institutions and agencies toward a 
common purpose or goal or a set of common actions." 
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We could paraphrase that definition as: 

JTPA coordination is a process by which employment and 
training delivery systems are efficiently linked to other 
compatible systems (agencies, organizations, services, ett.) 
to achieve mutual goals and objectives. 

Within this context, a logical methodical approach to coordination can 

be initiated by PICs and employment and training professionals. 
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II 

THE FOUNDATION OF COORDINATION 



A. THE LEGISLATION 

Coordination Requirements 
The need for coordination is highlighted throughout the Act as a 
necessary component to the planning and delivery of employment and training 
programs. Whereas the JTPA allows for State and local discretion in the 
planning and operation of programs, certain provisions provide specific 
instructions regarding coordination. 

Section 121(a) requires the Governor to annually prepare a statement of 
goals and objectives for programs within the State and to submit a 
Governor's Coordination and Special Services Plan for two program years to 
the Secretary of Labor. Section 121(b) states that the Governor's plan 
"shall establish criteria for coordinating activities under the Act 
(including Title III) with programs and services provided by State and local 
education and training agencies (including vocational education agencies) 
public assistance agencies, the employment service, rehabilitation agencies, 
postsecondary institutions, economic development agencies, and such other 
agencies as the Governor determines to have a direct interest in employment 
and training and human resource utilization within the State." 

Section 104(b) of the Act stipulates that the local job training plans 
must comply with the coordination criteria established in the Governor's 
Coordination and Special Services Plan. 



The importance of coordination 1s further emphasized by Section 105(b) 
which sets forth specific provisions for disapproval of local job training 
plans on the basis of non-compliance with the Governor's coordination 
criteria. 

Key Roles 

The Act delegates responsibilities for ensuring coordination to a number 
of key actors i n the JTPA system i ncl udi ng the State Job Trai ni ng 
Coordinating Council (SJTCC) and the Private Industry Councils (PICs). 
Through the devel opment and approval of 1 ocal pi ans , PICs assume an 
important role in effectuating coordination. The legislative requirements 
pertaining to SJTCC and PIC membership demonstrate the Act's intent to 
ensure coordination with appropriate agencies and private sector concarns. 
Also, State and local JTPA administrators, including the Texas Department of 
Community Affairs (TDCA), Service Delivery Areas (SDAs) and their delegated 
service providers, are essential principals in this endeavor. 

Relative Provisions 
In addition to the Act's specific coordination requirements, other 
provisions present coordination possibilities to local planners and decision 
makers. Section 203 sets forth criteria for services to special target 
groups (significant segments), including recipients of Aid to Families with 
Dependent Children and eligible school dropouts. Such "hard-to-serve 11 
groups require an extensive array of services which, in many cases, 
autonomous agencies -are unable to provide. These provisions, coupled with 
the Act's restrictions on support services, provide SDAs with a "Catch-22 n 
situation. Such dynamics have created a prearranged atmosphere for 
coordination. 
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Section 106(a) clearly describes JTPA as a performance driven program. 
JTPA programs are held far more accountable for programmatic outcomes than 
previous employment and training programs. Programs are evaluated on -the 
basis of increased employment and earnings of participants, reductions in 
wel fare dependency, job retenti on , and youth educati on/competency and 
employment outcomes. Last but not least, JTPA is measured for 
cost-effectiveness in relation to investment. Coordination implications 
relevant to performance offer far-reaching possibilities. 

Section 107(b) prohibits duplication of facilities or services available 
in the area "with or without reimbursement from Federal, State, or local 
sources, unless it is demonstrated that alternative services or facilities 
would be more effective or more likely to achieve the service delivery 
area's performance goals." 
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B. THE GOVERNOR'S COORDINATION AND SPECIAL SERVICES PLAN 

Mission, Goals, and Objectives 

Within the Governor's Coordination and Special Services Plan (GCSSP), 

the Governor has set forth the mission of job training and employment 

programs in the State of Texas. The mission is: 

11 to promote self-sufficiency and economic progress for its people 
by ensuring that they have maximum opportunities for developing and 
fully utilizing their potential and to meet the needs of employers 
for training productive workers." 

To fulfill the mission, statewide goals and objectives were developed 

for both program systems and coordination. The goals and objectives provide 

the broad framework within which State and SDA planning occurs, programs are 

operated and performance standards are set. Within the broad framework set 

forth by the GCSSP, PICs and SDAs establish specific actions/activities 

according to local need. 

Prior to contemplating coordination actions, planners should have a 
clear understanding of the program goals and the coordination 
goals . Positioning these goals as the focal point of planning will 
provide increased opportunities for successful coordination 
activities. We must know our purpose 1 

Program goals and objectives serve as the basis for the development of 
specific local actions which will assist in the attainment of the 
established local performance standards. 

Coordination goals and objectives ^ serve as the basis for developing 
specific State and local actions which will lead to a more efficient and 
effective service delivery system. The Governor has established 
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coordination criteria to assist local areas in defining local activities 
that will lead to greater local coordination. 



The JTPA goals and objectives for the State of Texas are presented on 
the following pages. 
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STATE OF TEXAS 



Program Goals and Objectives 
3PTS 



Program Go*!s 

Goal 1. To promote the development 

of a well -trained and productive 
work force that is responsive to 
the needs of a changing economy. 



Measurable Objectives 

a, To increase the number of 
adults and youth participants 
in high demand occupations 
based on Statewide and regional 
assessments of needs and conditions 
within the given labor market, 

b, To increase the job competencies of 
adult and youth participants, as 
determined by the PIC, including 
those for pre-employment and work 
maturity skills (i.e., job search 
and holding skills) 

c, To increase the number of students 
completing high school and 
functioning at their appropriate 
level in basic skills. 

d, To increase the literacy/education 
competency levels of youth and 
adults, 

e, To provide training and placement 
in the most cost-effective manner* 



Goal 2< 



Goal 3, 



To increase the long-term 
employment stability and 
earned incomes of participants 
in job training in Texas, 



To reduce participants 1 
dependency on public welfare 
unemployment compensation. 



and 



f. To utilize available resources to 
adults and youth at a level 
consistent with current policy, 

a. To place participants in at least 
entry-level positions in growing 
occupations and industries paying 
above minimum wage and providing 
fringe benefits, resulting in 
increased rates of job retention 
and time employed, 

a. To increase the placement and 
retention of welfare and 
unemployment insurance (U.I.) 
recipients in jobs paying, at least- 
minimum wages and providing health 
and hospital insurance. 
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Program Goals and Objectives 



Program Goals 



Goal 4, To remove artificial barriers 
to employment for OTP A 
participants. 



Measurable Objectives 



To increase access for minorities, 
women, older workers, and the 
disabled to high demand occupations. 

To provide ancillary support 
services, such as day care, 
transportati on , Engl i sh-as-a-second 
"language classes, that enable 
participants to initially enter and 
maintain employment. 



Coordination Goals and Objectives 



Goal 1. 



Coordination Goals 

To promote joint planning and 
program design for job training, 
employment and related human 
resource programs at the state 
and substate level. 



Goal 2. 



To establish effective and 
efficient service delivery for 
participants at the state and 
and substate levels. 



Objectives 

a. To develop and maintain a formal 
process to establish common mission, 
goals and objectives, and planning 
cycles at the State and substate 
levels. 

b. To promote usage of compatible 
procedures for identifying 
participant needs and service 
system resources among job 
training, employment and related 
human resource programs. 

c. To coordinate the various data 
bases describing targeted 
populations as well as economic and 
labor market conditions useful to 
designated key program leaders and 
planners in establishing 
coordinated plans and services. 

a. To reduce duplication of services 
to participant groups through the 
development and implementation of 
of joint program guidelines, 
agreements and shared information 
systems. 

b. To develop processes, such as 
reports or informal briefings to 
foster dissemination and sharing of 
program information. 
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Coordination Goals and Objectives 



Coordination Goals 



Objectives 



Goal 3. 



To ensure consistency between 
the State and substate plans 
and programs in job training, 
employment and related human 
resource programs. 



Goal 4. 



To foster an ongoing private/ 
public partnership for providing 
job training and employment 
programs in the State and 
substate areas. 



c. 



a. 



To reduce "red tape' 1 and paperwork 
from the State level for local 
programs. 

To maintain, at the State level, 
consistent procedures for 
communicating planning guidelines 
for formats to the substate levels, 



b. To establish and maintain 
consistent procedures among major 
service delivery agencies for 
aggregating local plans and 
developing State level teams for 
substate service deliverers. 

c. To update the profile on each 
program and agency involved in 
employment, job training or related 
program activity(ies) . 

a. To maintain strong and effective 
Private Industry Councils (PICs) and 
to work with PIC service deliverers 
in planning, implementing and 
evaluating job training and 
employment programs. 

b. To maintain working partnerships 
between industry and education 
institutions. 

c. To involve employers, school 
personnel , and JTPA program 
deliverers in implementing programs 
which address the basic educational 
and enrollment needs of in-school 
participants. 

d. To increase support for State 
association of PIC chairs to ensure 
coordinating and interaction with 
the State Job Training Coordinating 
Council, State Association of JTPA 
Directors and State government. 

e. To develop and recommend 
legislative proposals to promote 
increased role of PICs and direct 
increased private sector resources 
for JTPA related activities. 
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Coordination Goals and Objectives 



Coordination Goals 



Objectives 

f . To develop strategies to address 
the special needs of drop-out youth, 



Goal 5. 



To promote innovative 
employment practices in the 
private sector to create new 
opportunities for employment. 



Goal 6. 



To promote the creation of 
high-quality jobs in Texas 
through the attraction of new 
firms and expansion of existing 
industries. 



a. To encourage increased use of flex- 
time, job sharing and part-time 
employment. 



b. To foster on-site, employer- 
sponsored support services, for 
example, day care, etc. 

a. To establish partnerships between 
the business and education sectors 
which foster the development of 
educational programs to attract 
new or expanding industries. 

b. To increase awareness of the Texas 
Economic Development Commission, 
Chambers of Commerce and other 
promotional groups, of every aspect 
of JTPA programs. 
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Ill 

STATE LEVEL COORDINATION 



A. AN OVERVIEW 

The Greater Perspective 
The need fpr coordination has been accentuated at the highest levels of 
State government. From a broader perspective, the Texas Legislature has 
initiated special studies to identify and evaluate the myriad of human 
service programs (i.e. education, welfare, employment, and related programs) 
within the State. In these times of economic vigilance, a growing concern 
has emerged about the cost-effectiveness and accountability of State and 
local programs provided under State and federal funds. The Legislature has 
begun its studies by identifying certain human service needs and issues and 
establishing an inventory of agencies and funding sources. In a state as 
large as Texas, such activities are critical to ensuring effective and 
unfragmented programs . 

The JTPA Perspective 
For similar purposes, the State has emphasized coordination as an 
essential factor to programmatic success under the Job Training Partnership 
Act. Applying the Governor's Coordination Goals and Objectives as 
recommended by the State Job Training Coordinating Council, the Texas 
Department of Community Affairs has developed a comprehensive network of 
interagency coordination at the State level. The Texas Department of 
Community Affairs, as administrator of JTPA, has initiated activities to 
identify agencies which offer services that would enhance or improve the 
quality and performance of JTPA programs. 
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Most important to this effort is the State's "top-down— bottom-up" 
approach to strategic planning which emphasizes coordination, decision 
making, and program planning at the local level. The ultimate purpose of 
the State level coordination network is to streamline and harmonize State 
policies and procedures and develop actions that are conducive to local 
coordination and programmatic efforts . 
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B. THE TEXAS METHOD 

At the onset of OTPA, Texas began to formulate strategies to coordinate 
OTPA with the various resources within the State. With the Act, the 
Governor's Coordination and Special Services Plan and the Goals and 
Objectives as a basis for planning, the State developed a systematic 
approach to identifying JTPA needs . The next step was to identify the State 
agencies and assess the services which could assist in meeting those needs. 
The following diagram represents the State's basic planning strategy: 

INTERAGENCY COORDINATION 
THE The Act 

PLAN : The Governor's Coordination and Special Services Plan 

Goals and Objectives 





NEEDS 


ASSESSMENT 














THE 






STRATEGY: 
















Initiate joint activities? 



The Activities : Utilizing this methodology, the State set about 
developing profiles on the State agencies responsible for human services, 
employment, education, and vocational training programs. From this vantage 
point, administrators and planners began developing the various State level 
coordination activities. These activities are presented in the following 
matri ces . 
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IV 

PLANNING FOR COORDINATION AT THE LOCAL LEVEL 



A. COORDINATION AS A CONCEPT 

New Implications 

Certainly, coordination is not a new concept in human services, 
government, or private sector systems. Since President Roosevelt's "New 
Deal," which was based on the coordination of public resources to lift the 
United States from economic depression, coordination has been a 
consideration in social services and government. Moreover, the concept of 
coordination has long been a basic feature in good management systems in the 
private sector . Based upon supply and demand and goods and services, 
various resources are coordinated for the purpose of profit. An analogy of 
these two coordination systems is presented on page 22. 

If coordination is not new, why discuss it? Considering the 
coordination requirements and strong implications within the Job Training 
Partnership Act, it is worthwhile for PICs and employment and training 
professionals to take a fresh look at the various issues which surround the 
concept of coordination. The concept may not be new, but we must recognize 
that we are in a new arena in which coordination takes on a rejuvenated 
meaning. 

The influential role accepted by the private/public partnerships can be 
expected to substantially alter previous concepts of interagency 
coordination. As good managers, PICs will expect the greatest return on the 
dollar, bargain for the best services, and involve their business 
constituency in programs. PICs will encourage the various agencies and 

O 19 

ERIC 29 



service providers to form cooperative relationships in order to bring about 
needed changes and to increase services and performance. 

With this new perspective, it is important that we review the history of 
coordination in human service fields, understand the motives of 
coordination, and explore the significant issues and dynamics which surround 
human service delivery systems. More specifically, it is important that we 
consider this knowledge when developing and operational i zing interagency 
delivery systems under JTPA. 

History 

The majority of professional literature substantiates the concept of 
interagency coordination as a necessary component to effective program 
operation and esteems coordination as good management practi ce (Human 
Services Development Institute, 1979). In a 1978 report for the 
U.S. Department of Labor, Johnson and Sugarman emphasize the direct 
correlation between interagency coordination and job development and 
placement. However, for the purpose of frank discussion, it should be noted 
that some observers (Morris and Lescohier, 1978) regard coordination as 
"...a belief for which no evidence is yet forthcoming." Compounding the 
problems of interagency coordination, other observers (Gilbert and Specht, 
1977) have reported that public/private partnerships are difficult to 
achieve because public service agencies are within separate "task 
environments" than private business. It is evident that although the 
benef i ts outwei gh the ri sks , the dynami cs of coordi nati on wi 1 1 present 
challenges to planners and decision-makers. It is important for PICs and 
JTPA professionals to: I) know the systems, 2) be knowledgeable of the 
issues; 3) accept the 'challenges; and 4) draw on the benefits. 
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Motives 

It becomes very obvious to PICs and JTPA planners that coordination is 
an integral part of planning JTPA programs. PICs have several options for 
securing the necessary training and services. Those options include: 
1) delivery of all services by the SDA program operator or some in-house 
variation; 2) purchase of services through a subcontractor; or 3) coordinate 
(i.e. arrange, negotiate, align) services with other public or private 
sources. Coordination is good management practice! 
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TABLE 1 

ANALOGY OF COORDINATION SYSTEMS 



Public/Private 



Human service delivery systems and pri vate sector management systems , 
although unique in structure and purpose, possess design commonalities. It 
is important for coordination strategists to identify commonalities between 
JTPA and private sector systems as well as JTPA/interagency systems. 



COORDINATION 
Design Commonalities 

- Purpose 

- What is my 
business? 



PUBLIC/PRIVATE 
JTPA System 

Goals/return on investment 

Job Training 



-What is my product? Workers/Services 



-Who needs my 
product? 



*-Who can help me 
obtain my product 
or assist in my 
business? 

-How can I get a 
return on my 
investment? 

-Benefits/What is 
expected outcome? 



Participants 
Employers 
Other Agencies 

Reciprocal exchange 
with other Agencies; 
Partnerships 



Place workers in jobs 



PRIVATE 
Private-Sector System 

Return on investment 

Pri vate-f or-Prof i t 

Goods and Services 
Customers 



Reciprocal exchange 
with supplier $ 



Performance 



Sell 



Profit 



★ For Interagency Coordination between human delivery systems , this is the 
most common point of convergence. However, each of the desi gn 
commonalities provides opportunities for Interagency Coordination, 

Public/Private Sector Coordination 

Which design commonalities provide opportunity for coordination between 

the public and private sectors ? Before answering this question, it is 

helpful to explore the grounds for coordination between and among human 

service organizations. 
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B. HUMAN SERVICE DELIVERY SYSTEMS 

Chapter I of this guide defines JTPA coordination as the process of 
al i gni ng programs and servi ces toward a common purpose • Sti 11, 
practitioners need to delve deeper into distinguishing among the various 
types of interagency coordination relationships (systems). To accomplish 
this task, it is instructive to view the broad arena of the human service 
field. Although JTPA takes on a unique aura due to private sector 
influence , for purposes of interagency coordination, we will attempt to 
place JTPA in the context of the human service delivery system. In this 
realm we can explore the many commonalities among the human service 
professions and address the opportunities and issues of interagency 
coordination. 

Many social scientists differentiate between human service delivery 
systems by placing them into two separate categories: people-processing and 
people-changing . Most would agree that JTPA is a "people-changing" delivery 
system. "People-processing" systems are those which provide essential 
services such as income maintenance. Prior to establishing coordination 
activities with a particular agency, we in the JTPA system should have a 
clear understanding of the other organization's goals and role in the human 
service field. In some instances, agencies assume many roles. In such 
cases, SDAs and PICs should distinguish between the various programs and 
services. In addition to these categories, human service organizations may 
be divided into three additional classifications: policy , management , and 
service . Sometimes each has a different set of rules, success measures and 
sructural arrangements. Again, it is critical for the JTPA organization to 
become familiar with the structures of the targeted organizations. 
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TABLE 2 




Coordination strategists should be knowledgeable of: 

1) the System 

2) the Agency 

3) the Policies 

4) the Management 

5) the Services 
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C. THE ISSUES 

The coordination requirements of JTPA Section 104(b), 105(b) and 121(a) 
place JTPA programs in a more formalized coordination field, rather than on 
an informal arrangement of casual coordination activities. This 
prescription of coordination by the law presents important issues to the 
JTPA system. Whereas it is critical that we maintain compliance with the 
JTPA mandate, it is equally important that we maintain the impetus of an 
inspired initiative. Whereas we must coordinate, we should coordinate with 
the proper motives in mind. In other words, don't coordinate just for the 
sake of coordination! 

The full support and open attitudes of the key individuals will provide 
SDAs with an environment conducive to communication and to the establishment 
of interagency linkages . For maximum results, each level of each agency's 
administrative structure should be aware of and committed to the 
coordination initiative. Because human dynamics play an important role in 
coordination, it is important that key individuals possess the skills for 
dealing with change, controversy, and interaction. 

As previ ousl y i ndi cated , JTPA programs are uni que i n desi gn and 
structure. With private-public partnerships at the helm of policy, programs 
receive "the best of two worlds." Because JTPA has such an unusual 
management and policy structure, other organizations sometimes find it 
difficult to fit JTPA into the normal pattern of a standard human service 
delivery system. When working with other service delivery systems, PICs and 
SDAs should look for commonalities in the systems, and from that approach, 
identify compatible linkages . 
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DO: 

Take Away the Mystery of JTPA! 



Expl ai n your SDA system to other provi der s and 
organizations! Because each SDA has a unique management 
and policy structure, it is essential for the prospective 
organization to have a clear understanding of the local 
SDA system . Describe PIC and management policies,, your 
two-year plan, programs, services, eligibility 
guidelines, etc. Other organizations must understand 
JTPA before they can coordinate with JTPA. 

DO: 

Work It Through! 

Establish a good working relationship, common goals, and 
flexible policies. These are important tools in 
interagency negotiation as well as coordination. COMMON 
GOALS— n where there's a will, there's a way." 
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D. JTPA PROGRAM DELIVERY SYSTEMS 



Question: 



How shall we define JTPA if it does not fall into the 



normal scheme of the human service delivery concept? 



Answer: 



JTPA is an EMPLOYMENT AND TRAINING DELIVERY SYSTEM 



MANAGED BY PRIVATE-PUBLIC PARTNERSHIPS. 



Through these del i very systems , overseen by pr i vate-publ i c partnershi ps , 
federal funds are managed for the effective purchase , coordination , and 
delivery of employment and training services. 



In planning coordination actions with other agencies, schools and local 
organizations, it is helpful to review the local plan and individual program 
delivery system. When approaching a prospective agency, be prepared to 
explain your management and program structure. Agencies are hesitant to 
conduct business without understanding the system. 

Key Actors 

The following diagram delineates the key actors in the local program 
delivery system. 



The Local SDA 



PIC-CEO 



oversight 



Grant Recipient 



receives funds 



Administrative Entity 



administers funds 



Service Provider 



provides services 
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SDA coordination strategists , whether at the service provider level, or 
the administrative level, must have adequate knowledge of the local 
structure > the role of the key actors , and the SDA plan prior to initiating 
coordination activities with a prospective agency. 

CAUTION: Don't confuse! Although the SDA/JTPA is somewhat more 
sophisticated than previous employment and training programs, the concept is 
simple. 

JTPA IN A NUTSHELL 
JTPA prepares adults and youth for jobs ! 
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Prepare 



Jobs 



KEY WORDS: YOUTH, 



OJT, remedial and basic education, pre-employment 
skills training, job development, occupational 
skills training, support services, etc. 
The only legitimate outcome for an adult is to 
obtain employment. For youth, in addition to 
employment, the goals are education and employment 
skills (competencies) which will prepare them for 
jobs. 

ADULTS, ECONOMICALLY DISADVANTAGED, EMPLOYMENT, 



TRAINING, EDUCATION 

OTHER CONSIDERATIONS: The fact that JTPA 1s not standardized across the 
State presents special considerations to coordination strategists when 
planning activities with local offices of State agencies. This situation 
highlights the essence of the State's "top-down-bottom-up" approach to 
planning. The strength of coordination will come from the SDA level and 
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will be consummated at the State level. Through the identification of 
common needs by the 34 SDAs, State agencies can initiate actions conducive 
to local need. In this process, consideration should be given to applicable 
federal and State laws, State policy or the need for State policy changes, 
and the effects that such standardized policy would have on local 
flexibility and the intent of JTPA. While lack of standardization among 
SDAs and State agencies may be considered to be a "barrier", mutual goals 
and joint planning can "facilitate" the desired outcomes. 
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THE PROCESS 



A. STEPS 

Where do we start? The following outline provides the basic steps 
for coordinating activities with other agencies and organizations, 
o IDENTIFY THE NEEDS 

Considering our goals and objectives, what types of support do we 
need from other agencies. What do we lack? Do we have an outreach 
problem? Or is it a problem with job development, classroom 
training, or placement? (Refer to Table 3 - "Identifying the 
Needs") 
o IDENTIFY A RESOURCE 

Which agencies/organizations can help us? What types of resources 
do they have? What goals and objectives can they help us achieve? 
Do they have similar clients? Similar guidelines? (Refer to Table 
3 "Comprehensive Service Network.") 
o IDENTIFY THE RISKS/BARRIERS 

What can go wrong? How much will this cost? How will this effect 
the SDA and the other organization? (Refer to Worksheet 3 - 
Facilitators and Barriers.") 
o REDUCE THE RISKS/BARRIERS 

What can the SDA do to reduce these risks and barriers? Problem 
solving! Have we overlooked anything? Refer to Worksheet 4 - 
"Action Worksheet") 
o DEVELOP A LINKAGE 

What action will we take? (Refer to Table 4 "Linkages" and "Action 

Worksheet") 



0 PUT IT IN WRITING 

Draft operating details, define mutual goals and responsibilities. 

(Refer to Page 45 - "Interagency Agreement") 
o DOCUMENT IN PLAN 

(Refer to Page 48 - "SDA Compliance Document") 
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TABLE 3 
IDENTIFYING THE NEEDS 



The following chart describes the various elements of the JTPA delivery 
process and highlights some of the questions coordination strategists ask 
when identifying SPA needs , Each element in this process provides 
opportunities for interagency coordination. Although there are many 
scenarios to the JTPA delivery process, this chart attempts to provide an 
example of delivery options and opportunities for coordination. 



CLIENT 

IDENTIFICATION 
(Outreach) 



-what are the needs? 
-who can help? 
""-similar clients? 
-referrals? 



INTAKE 



ASSESSMENT 



and/or 



-what are the needs? 
-who can help? 
-joint intake? 



and/or 



.-what are the needs? 
-who can help? 



and/or 



-what are the nejeds? 
-who can deliver 
cost-effective 
-who can help us 



the best and most 
programs? 

achieve performance? 



PURCHASE OF SERVICE 
(Subcontracts) 



DIRECT DELIVERY 
(In-House) 



SERVICE ARRANGEMENT 
(Coordination) 



Classroom Training 
OJT 

Support Services 
Job Development 
Placement 



Classroom Training 
OJT 

Support Services 
Job Development 
Placement 



Classroom Training 
OJT 

Support Services 
Job Development 
Placement 
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TABLE 4 
LINKAGES 



What is a linkage? The act or process of connecting; the state or condition 
of being connected or linked. A linkage mechanism can be defined as an 
exchange relationship that facilitates the coordination of two or more 
organizations. 

Interagency linkages are developed to increase: 

1) service availability; 

2) service accessibility; 

3) service effectiveness; and 

4) service responsiveness. 
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WORKSHEET 1. 
ESTABL I SH I NG AGENCY PROFILES 



Establishing profiles on the various agencies and organizations within the 
community will assist the SDA in identifying potential resources. Since the 
PIC is representative of many of those agencies, PIC members will be helpful 
in establishing the agency profiles. The following worksheet provides a 
format for developing agency profiles. 



Name of Agency: 
Location: 
Phone Number: 
Funding Source(s): 



Funding Amount(s): 



Client Groups: 



Services Provided: 



Possibilities for Coordination: 
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WORKSHEET 2. 
TYPES OF INTERAGENCY COORDINATION 



-joint planning 
-joint programming 
-information sharing 
-purchase of service 
-joint evaluation 
-shared staff 
-joint funding 
-shared services 



Are there others? 



-joint record-keeping 

-joint intake 

-agency teams 

-joint referral 

-shared location 

-joint meetings 

-joint technical assistance 

-joint staff training 



For each of the generic types listed above, describe specific coordination 
possibilities such as: 



Example: information sharing 



labor market information 
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WORKSHEET 3. 
FACILITATORS AND BARRIERS 



— 

Facilitators 




-Commitment at all levels 


-Information flow 


-Compatible policies 


-Evaluation of efforts 


-Open attitudes 


-Sufficient staff 


-Frequent communications 


-Joint use of staff 


-Mutual decision-making 


-Sufficient resources 


-Clear procedures 


-Common guidelines 


-Mutual goals 


-Formal and informal sharing 


-Mutual respect 


-Mutual trust 


Barriers 




-Lack of communication 


-Inflexible rules 


-Lack of trust 


-Location 


-Turf issues 


-Conflicting expectations 


-Lack of standardization 


-Apathy 


-Conflicting policy 


*-Lack of resources 


* In some instances, this barrier can be 


developed into a facilitator* 


A common crisis can create an opportunity 


for coordination* 



What facilitators and barriers have been experienced by your SDA? 
FACILITATORS BARRIERS 
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WORKSHEET 4. 
ACTION WORKSHEETS 



The worksheets on the following pages provide a method for developing 
appropriate linkages/actions with other agencies. 

The format provides a space for SDAs to delineate: 

1) the program category; 

2) specific objectives (as related to the Coordination Goals and 
Objectives) ; 

3) needs; 

4) the prospective agency; 

5) the barriers; 

6) the facilitators; and 

*7) the linkage or action to achieve the specific objective, 

* In some cases the facilitator will also serve as the linkage or action. 



ERLC 



38 

49 



CO O 

< HH 

^ h- 

O 

t-H < 



00 

i- 

-P i- 
C <U 

•i- 4— 
O 0) 

<-} OC 
I 



o 



o 
< 



c 

o 



■O E 

0) A3 0) l» 

C <D O 

0>«— rtf 4- 

(/> (/> HH 



I 



of 

t— I 

00 



A3 



<D 

•a 



c 
o 
o 
1 



>- 
o 

Ld 

CD 



o 
o 
sz 
o 

00 

I 



o 

Ld 



A3 
i- 
i- 

a> 

4- 

<D 
OH 



Ld 



O 
Ld 

03 
O 



O 

T=> -P 

0) c/) 
V) 0) -P 
(0 0 3 

a> t- o 

J- > Q- 
U t- O 
C <D t- 
i— ■ CO O 
I 



<D 
A3 



o 



C +■></) 

hh rd E 

«P <D i- -P 

C t- O V) 

•r (fl^ > 

O JC C CO 

t I 



in 



en 0) 
I— ^ 

A3 A3 
O -P 
CO C 



A3 P 
=3 C 



=j o 



c 
o 

«P c 
4- A3 O 
O E •«- 

t- P 
^ O A3 

a 4- o 

A3 C O 

JH J 
I 



c 

0) 

E <D 
>» O 
O 'f- 

T— > 

cl c 
E <D 
Ld CO 



C 

O 1/1 w 
*i- - <D 
P 5^ 

f0 a> -p 
E JC 
c p > 

o o *r- 
4- P 

ceo 
hh o <: 



o 



A3 
0) O 
O 

•a a. 
<d r3 
ct: o 



Ld 



Ld 



in 



o 
>- 

C£ 
O 
CD 
Ld 
P- 
< 
O 



o 

A3 
<D 

i- 
P 

O 



<D 
±£ 
A3 
-P 



39 



1 


ACTION 


































FACILITATOR 


































1 

BARRIER 


































AGENCY 
































NEED 
































OBJECTIVE 
































CATEGORY/ACTIVITY 


_ — - 

3. Assessment 








4. Job Development 

O 

5. Support Services 
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B. THE INTERAGENCY AGREEMENT 

The Interagency Agreement is a written document developed and entered 
into by two or more entities with common goals and needs for the purpose of 
articulating cooperative arrangements. Although agreements should be 
consummated at the administrative levels, it is most important for agencies 
to take steps to ensure adequate distribution and clarification of the terms 
and conditions to staff who are directly affected or involved in their 
implementation. Agreements should provide specific statements which outline 
responsibilities. Written agreements should include the following elements 
or components: 

1. Description of the basis for developing the written agreement, for 
example: 

a. Previous/on-going relationships between the parties, 
identification of common need, institution of new service, 
etc., as foundation for current agreement; 

b. Legal authority based on federal or state legislation. 

2. Definitions for agency or program-specific terms used in the 
agreement, including any terms that could be ambiguous between the 

parties. 

3. Description of precisely what is to be accomplished between the 
parties involved, including delineation of goals and measurable 
objectives for the terms of the agreement. 



The si tuati ons ( s ) in whi ch the agreement wi 1 1 appl y , i ncl udi ng 
eligibility criteria/description of the population to be affected 
by the agreement. 

Clear delineation of the specific programs and activities which are 
affected by the agreement. 

Specific action, roles, and responsibilities of each party to the 
agreement as well as mutual responsibilities, including: 

a. Any "special" rights or responsibilities; 

b. Any agreed restrictions on the activities of either or both 
parties. 

Who, in each organization, is responsible for the specific 
activities listed, including any delegated powers and 
responsibilities. Designation should include those staff positions 
within each organization responsible for: 

a. Implementing the agreement as specified; 

b. Monitoring the implementation; and 

c. Negotiating change when necessary to update agreement. 

General admi ni strati ve/manager/.ont procedures and arrangements , 
including: 

a. Specified time period for the agreement. 

b. Mechanism/procedure for updating, revising and terminating the 
agreement; 

c. Reporting requirements and schedule for periodic review of 
agreement; 

d. Confidentiality safeguards and information sharing 
stipulations; and 

e. Other assurances. 
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9. Specification of evaluation, monitoring, and/or review design and 
procedures, including: 

a. Definitions and indicators of service standards, response 
times, etc.; 

b. Identification of person(s) responsible for evaluation; and 

c. Specification of mutually-agreed upon sanctions to assure 
implementation. 

10. Financial arrangements (if appropriate). 

11. Signatures of all authorized parties involved in the agreement. 
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C. SDA COMPLIANCE DOCUMENT 

(As contained within the Title IIA Planning Guidelines) 

SDA Compliance with the Governor's Coordination Criteria 
As stated in Section 104(b)(7) of the Act, the local job training plan 
must comply with the coordination criteria established in the Governor's 
Coordination and Special Services Plan. 

The attached matrix provides a format for SDAs to delineate the SDA's 
planned coordination action(s) for achieving each coordination objective. 
The matrix addresses only those objectives which require local coordination 
actions. The matrix outlines the goals and objectives and provides an 
example of coordination actions which may be initiated to achieve the stated 
objectives. The matrix provides a space for SDAs to describe their 
coordination action for each objective. SDAs are not limited to the 
examples shown and are encouraged to develop actions which are appropriate 
for the individual SDA. 

SDAs should be prepared to describe in their Annual Report the extent to 
which SDA coordination actions achieved the coordination goals and 
objectives. 

Complete the matrix by describing (in the space entitled "SDA's 
Coordination Action") the SDAs planned action to achieve the corresponding 
objective. The completed matrix should be presented as Attachment 10 of the 
submitted plan. 
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